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ABSTRACT
SUPERVISOR-SUBORDINATE DYADIC RELATIONS AND
PERSON-ENVIRONMENT FIT: AN ANALYSIS OF THE INTERFACE
OF PERCEPTUAL CONGRUENCE AND DEMOGRAPHIC
SIMILARITY, AND THEIR INFLUENCES ON INDIVIDUAL WORK-
FAMILY OUTCOMES
BY

Victor Wayne Nichol

The notion that a good fit between person and organizational
environment produces favorable individual and organizational outcomes is
well founded in organizational behavior research. However, the congruence
or similarity of supervisors and their subordinates in perceptual, attitudinal
and demographic characteristics has not been modeled within this
nomological framework. This shortcoming is particularly disturbing given
the centrality and ubiquity of the interpersonal dynamics involved in the
dyadic interdependency between supervisor and subordinate across
organizations. Hence, this study explores perceptual and demographic
similarity processes within the leader-member exchange relationship as
they influence subordinates’ ability to integrate work and child-care
responsibilities.

Building primarily on the Dyadic Organizing paradigm of Graen and

Scandura (1987), the psychologically driven Attraction-Selection-Attrition



theory of Schneider (1983), and the demographic distribution theory of
Pfeffer’s (1983) Organizational Demography and its progeny, this research
provides a conceptual integration of this body of work. Specifically, a
structural model is posited in which perceptual fit between supervisor and
subordinate mediates the path between dyadic demographic similarity and
individual outcomes for the subordinate to illuminate the cryptic “Black
Box” of organizational demography.

The analysis of the mediation model eschews the use of problematic
difference scores in regression estimation. Rather, the use of Edwards’
(1993; 1995) polynomial regression, and an innovative application of
multivariate regression, are used to eliminate spurious constraints on
regression analysis and reveal the underlying three-dimensional functional
forms of the relationships.

Results of the statistical analysis generally indicate that perceptual
congruence is not a mediating process in the sample examined.
Importantly, the findings do suggest that dyadic demographic similarity
does not lead to favorable outcomes for subordinates, particularly for
female subordinates engaged in dyads with female supervisors.

Implications for management and future research are provided.
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CHAPTER ONE

INTRODUCTION AND OVERVIEW

I Person-Environment Fit: Congruence in Organizations

The notion that appropriate person-environment (P-E) fit in
organizations generates favorable individual, group and organizational
outcomes and may ameliorate intraorganizational problems has become
quite pervasive in management theory. In particular, empirical interest has
centered on the interaction between characteristics of the individual and
features of the organizational context as this nexus affects specific
behaviors in the organization (Cheri Ostroff, 1993). Indeed, as Edwards
(1996) indicates, "P-E congruence embodies the premise that attitudes,
behavior, and other individual-level outcomes result not from the person
or environment separately, but rather from the relationship between the
two."

The conception of person-environment congruence is founded on
the a priori assumption that individual workers—and consequently,
organizations—will become more effective when the attributes of the
individual and the work environment match or are congruent (Ostroff,

1993). That is, perceived or objective similarity between person and



environment along a number of dimensions is hypothesized to enhance a
variety of outcomes. This view derives from several psychological
theories. According to Schneider's (1983; 1995) attraction-selection-
attrition model (ASA), individuals seek organizations with climates and
cultures amenable to their psychological characteristics, organizations
recruit and select suitably matched prospects, and ineffective matches
culminate in departure from the organization. The long-term result is the
growth of a homogeneous work force that defines the structures and
processes in the internal organizational environment. In contrast, Pfeffer
(1983), in his model of organizational demography, argues that
demographic rather than psychological characteristics are the salient
factors influencing behavioral patterns; essentially, demographic
similarity within the organization induces frequent and meaningful
communication motivated by interpersonal similarities and thereby
facilitates organizational homogeneity. Tsui and O'Reilly (1989) extend
Pfeffer in their relational demography model by analyzing the
similarity—and  dissimilarity—of the comparative demographic
characteristics of members of dyads or groups situated to engage in
continued interaction. Again, strong communication between dyadic or

group members is predicated on interpersonal attraction, explaining the



effects of relational demography. In short, these separate lines of theory
suggest that similarity between person and environment emerging from
congruence in psychological attributes—attitudes, beliefs, and
perceptions—and demographic characteristics—race, gender, work status,
etc.—smoothes the person-organization relationship and enhances
individual work behaviors and organizational functions.

Importantly, P-E congruence is not a monolithic field of research.
Rather, person-environment fit analysis subsumes a set of related but
conceptually distinctive constructs and processes. Edwards (1991) reports
that congruence research encompasses a broad domain including person-
job fit studies, research into individual differences (Hackman & Oldham,
1980; Hulin & Blood, 1968; Turner & Lawrence, 1965), value
congruence research (Kemelgor, 1982; Meglino, Rawlin, & Adkins, 1989;
Posner, Kouzes, & Schmidt, 1985), interpersonal agreement analysis
(Berger-Gross, 1982; Graen & Schiemann, 1978) and social comparison
processes research (Goodman 1977; Oldham et al., 1986). These
distinctions are critical because the specific areas of congruence
research have established, or have attempted to establish, constructs to
measure their respective domain of P-E fit and cannot, in theory or in

method, be transposed across fields unconditionally. In the words of



Edwards (1991), "the constructs and the processes represented within
these areas are theoretically distinct, and research in one area should not
be used to draw conclusions regarding another."

In view of the congruence (P-E fit) domain of research, prior theory
appears to suggest that similarity between individual and organization is
the preferred and most productive relationship. As Pervin (1968) has
concluded:

[Flor each individual there are environments ... which more or less

match the characteristics of his [or her] personality. A "match" or

"best-fit" of individual to environment is viewed as expressing

itself in high performance, satisfaction, and little stress in the

system whereas a "lack of fit" is viewed as resulting in decreased

performance, dissatisfaction, and stress in the system (p. 56).
However, despite the conceptual appeal of closely matching person and
environment to elicit favorable outcomes, such a ubiquitous objective may
at times damage the desired effect. That is, close congruence between the
individual worker and psychological characteristics and/or demographics
of the supervisor, shopfloor climate, or organizational culture might in
certain instances produce adverse effects. In particular, it has been
hypothesized that in the contemporary volatile global economy, the need

to quickly infuse innovative or specialized talent into an organization

could demand the placement of employees not congruent with the



organization along a number of "critical" dimensions (Ostroff, 1993).
Specifically, when the external environment changes, an organization
comprised of homogeneous employees may have difﬁculty adapting
because it lacks the requisite human resources to assuage emerging
business exigencies; hence, the demand for "incongruent" workers arises
and must be satisfied to rescue the organization from economic demise.

As well, empirical evidence has demonstrated that varying types of
congruence—or similarity—between worker and organization can be
hierarchically arranged by importance relative to the respective needs of
workers and the organization (Turban and Jones, 1988; Pulakos and
Wexley, 1982). That is, depending on numerous factors, it appears that
different psychological and demographic congruences will be more or less
valuable to an organization contingent on intragroup and intergroup
interrelations, organizational culture and subcultures, public image efforts,
embedded work processes, and bottom-line economic performance
objectives of the organization. Turban and Jones (1988) have recognized
these congruence taxonomies predicated on their research into types of
supervisor-subordinate similarity:

[The] pattern of differing relations with the dependent measures

and the unique contribution of each similarity type for at least one
dependent measure suggests that researchers should not discuss the



similarity effect, but should instead specify clearly the type of
supervisor-subordinate similarity being investigated and consider
possible mechanisms that underlie each (p. 233).

II.  Supervisor-Subordinate Perceptual Congruence and

Work/Family Integration: The Central Issue

The previous discussion illuminates the paucity of research that
explores the effects of P-E congruence across many employment topics. A
critical area in organizational studies that has not been researched
sufficiently encompasses the difficulties experienced by employees when
family responsibilities conflict with organizational responsibilities.
Effectively, P-E incongruence occurs where an employee's need to attend
to familial matters clashes with genuine or perceived supervisory
expectations. The resulting dissonance, as Kossek (1990) has pointed out,
can generate employee stress, role conflict and overload, diminished job
satisfaction and commitment, and increased absenteeism, tardiness and
turnover, and other effectiveness diminishing outcomes. Perhaps more
important is the potential for conflict with management when an
employee's work-family discordance produces intolerable levels of
acrimonious “misunderstanding” between worker and management.

While the employee’s organizational environment is structured

hierarchically by managerial or supervisory levels, it is typically the



immediate or "line" supervisor who communicates directly with the
employee, issues directives to the employee, and evaluates that
employee's performance, work attitudes, and other work habits. Hence,
the immediate supervisor serves as perhaps the most functional and
visible connection to the employee's organizational environment.
Critically, the immediate supervisor becomes the primary source of
incongruence with the employee when various organizational issues, such
as work-family integration, become conflictual. Moreover, supervisor-
employee conflicts can be intensely exacerbated because of a supervisory
lack of adequate information concerning an individual employee's work-
family exigencies. The consequence is the appearance of a serious
perceptual incongruence between worker and supervisor. That is, because
the supervisor typically possesses only incomplete information about the
employee's work-family integration efforts, difficulties arising therefrom
may be incorrectly judged or perceived to emanate from employee
intransigence—or from manipulative or self-serving internal motives in
attribution theory. Subsequently, the employee perceives any supervisor
admonishments to reflect a serious lack of supportiveness from

management regarding workers' work-family needs. The perceptual



incongruence that results may generate some of the negative outcomes
suggested above, damaging organizational performance.

In fact, the relations between subordinate and supefvisor are central
in this analysis. That is, supervisors are asserted here to constitute the
most salient organizational feature that subordinates encounter and hence,
this dyadic interdependency entails another source of P-E congruence: the
extent to which the person (subordinate) has a suitable fit with his/her
supervisor is critical. Indeed, this study seeks to analyze forms of
subordinate-supervisor similarity—alternatively designated congruence—
as they interact to generate various individual level outcomes. The dyad
will be evaluated within the nomological bounds of several integrated
leadership models resulting in a leader-member exchange framework
(Graen and Scandura, 1987; Liden and Graen, 1980; Graen and
Schiemann, 1978). It proposes that the exchange relationship of
supervisor inducements given for superior and extra-role subordinate
contributions is based on the quality of interdependency of each dyad
rather than an identically structured supervisory relationship with all

subordinates.



III. Overview of the Analysis: Research Questions, Anticipated
Empirical Contributions, and a Methodological Innovation

The notion that a good fit (congruence) between person and
environment produces favorable individual and organizational outcomes
is clearly well founded in organizational behavior research. Indeed, the
dyadic interdependency between supervisor and subordinate is the most
fundamental source of person-organization fit; it constitutes the sine qua
non for the effective performance of the larger organization. Where
subordinate and supervisor misperceive each other’s workplace motives,
aptitudes, stresses and sensibilities, destructive interpersonal conflict will
be generated, and the work relationship may become dysfunctional. This
dilemma is particularly ominous when dyadic member perceptions
regarding subordinate work-family conflict, i.e. child-care difficulties, and
its attenuation of subordinate work performance, diverge. Given the
prodigious influx of women of child-bearing age into the workforce since
WWII, their consequent increased allocation of time away from the home,
and the emerging psychosocial pressure on working males to contribute
more to child-rearing activities, substantial strain on traditional work-
family integration has developed. Hence, perceptual congruence on

subordinate child-care and work discord entails a critical and rich research



context in which to examine the impact of gradations of subordinate-
supervisor perceptual congruence on child-care related work outcomes.
Moreover, the aforementioned theoretical tension between the ASA
model and organizational/relational demography demands a resolution.
The empirical explanation of the linkage between differences in
supervisor and subordinate demographic characteristics, and
organizational outcomes for subordinates, has not been forthcoming; it
constitutes the “black box” of organizational demography (Lawrence,
1996). Finally, the traditional approach to evaluating congruence has been
shown to be analytically exiguous such that new methodology is
warranted. In light of these issues, this analysis will seek to fulfill the
following objectives.

A. Objectives and Contributions

(1) This study will review and integrate the broad and somewhat
disconnected domains of literature which directly or indirectly inform the
supervisor-subordinate relationship and the development or attenuation of

perceptual congruence.

(2) This study will specify a conceptual model that structures the relations

between perceptual congruence and actual (demographic) similarity, as
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both jointly affect child-care related work outcomes. The objective is to
illuminate the intervening black box of organizational and relational

demography (Pfeffer, 1983; Tsui and O’Reilly, 1989).

(3) The model will predict a mediated relationship between actual
similarity and work outcomes through perceptual congruence. The
statistical findings will illuminate the validity of the existence of a direct
cognitive stereotyping path between actual similarity and work outcomes,

as predicted by relational demography theory (Tsui and O’Reilly, 1989).

(4) This study will apply Edwards’ (1993a; 1993b; 1994) polynomial
regression approach in a unique field setting. The maineffects portion of
the model will demonstrate this technique’s superior explanatory and
conceptual rigor relative to difference scores. Moreover, the
methodological approach used in testing mediation will involve the use of
multivariate regression to assess congruence as a dependent variable, and
where findings warrant, simultaneous equation estimation as proposed by
Edwards (1995) will be applied to decompose the mediated relationship;

such methods have not been employed heretofore.

11



(5) Finally, this study will seek to illuminate the understanding of child-
care difficulties for working parents as an organizational policy
imperative. Because the child-care and work-family integration literatures
are theoretically and empirically porous, this analysis will fill conceptual
gaps in child-care study. With respect to the intervening and/or direct
processes of perceptual convergence between subordinate and supervisor,
organizational policy initiatives involving supervisory training, as well as
initiatives for improving employees’ ability to perform through improved
work attitudes and attendance records will be linked to statistical findings.
B. Conclusion

Thus, the analysis to follow will investigate the general proposition
that improving perceptual congruence between an employee and
immediate supervisor will enhance a diversity of individual and
organizational outcomes. Specifically, the extent to which similarity in
supervisor-subordinate perceptions—as a measure of person-organization
congruence—regarding the employee's asserted problems with work-
family integration predicts improved employee work behaviors will form
the basis of this research. Such an approach to the analysis of work-family

integration has not been formerly undertaken.
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Furthermore, this research will seek to show that perceptual
congruence not only is a direct antecedent of positive subordinate
outcomes, but also that it is the mechanism through which other forms of
dyadic similarity, especially demographic similarity, influence individual
outcomes. Indeed, the latter supposition will seek to resolve the tension
surfaced between Schneider's (1983) psychologically based similarity
paradigm and Pfeffer's (1983) observable-variables approach to
understanding the tendency to homogeneity in organizations. Importantly,
the methodological technique to be applied in the analysis ameliorates a
number of analytical problems described by Edwards (1991; Edwards and
Parry, 1993a; 1993b; 1994). As Edwards has indicated, traditional
approaches to congruence analysis have produced conceptually
ambiguous results and have obfuscated directionality and magnitudinal
change in dependent variables as the independent measures have varied.
Moreover, the latent functional forms of congruence have been modeled
as two-dimensional and linear without theoretical or empirical evidentiary
support. To alleviate these problems, Edwards (1993a) has presented a
polynomial regression method which permits a three-dimensional
curvilinear interpretation of the congruence relationship rather than the

limiting and misspecified two-dimensional one. Polynomial regression
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facilitates a precise decomposition of dependent variables predicated on
linear, interactive, and polynomial changes in the independent variables.
Thus, incorporating this state-of-the-art method will provide a much
clearer, more efficacious set of statistical results in this work-family
congruence analysis.

As well, this study will seek to extend Edwards' polynomial
regression method from simpler main effects models to analysis of a
mediated model. This more complex type of relationship has not been
examined in terms of polynomial regression previously. In conclusion,
chapter 2 will provide a comprehensive review of the broad domain of
theory and empiricism that are relevant to the analysis of supervisor-
subordinate dyads. Chapter 3 will model the theoretically and empirically
derived links between the various forms of congruence as well as their
influences on individual outcome measures, and then present the
hypotheses to be tested. Chapter 4 will specify and support the
methodological approach taken in testing the hypotheses, including
evaluation of the statistical techniques chosen and the survey instrument
used and description of the data sampled for testing. Chapter 5 will

present the results of all the analyses. Chapter 6 will conclude the
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dissertation with an interpretation and discussion of these findings, and

posit implications for management, labor and social policy.
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CHAPTER TWO
REVIEW OF THE CONGRUENCE AND WORK-FAMILY

LITERATURE

L. Introduction: Chapter Objectives

Chapter 2 seeks to meet several objectives central to understanding
the theoretical and empirical bases for the overall analysis. The most
salient goal in this chapter is to integrate and clarify the seemingly
amorphous sets of existing expositions on the supervisor-subordinate
relationship and its dynamics. This necessitates examining the roots,
mechanisms, and consequences of dyadic interpersonal similarity to
connect perceptual convergence between supervisors and subordinates to
meaningful theory. Thus, in section II-A, the etiology of the attraction-
selection-attrition paradigm (Schneider, 1983) and its foundation in
psychological processes is presented to provide a theoretic developmental
context. Section II-B reviews an alternative explanation for the growth of
dyadic and organizational homogeneity, proposing that distributions of
demographic and structural variables across organizations are superior

predictors of behavior relative to psychological constructs.

16



Section III seeks to delineate the typology of person-environment
fit theories and analyses that have proliferated at the expense of the
individual level supervisor-subordinate analysis. Next, section IV seeks
to transcend the negligence of extant person-organization/environment
research, describing the theoretical and pragmatic prominence of
supervisor-subordinate relations and reviewing important models
pertaining to dyadic dynamics. Section V continues to ameliorate this
inattention to the dyadic supervisor-subordinate dynamic; it constitutes
the apex of the chapter through the pivotal presentation of three types of
subordinate-supervisor similarity, which gives a taxonomic perspective to
the structures and internal processes of dyads. Finally, Section VI
reviews the work-family conflict literature to describe and elucidate
topical the research context through which perceptual congruence will be
examined. Section VII summarizes the chapter ﬁndir.lgs.

II. Theories of Similarity and Attraction: A Foundation for

Congruence Research

In organizational research, the putative view that similarity
between person and organizational environment generates favorable

outcomes no longer seems controversial. Indeed, in light of the
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numerous empirical works that have incorporated congruence indices or
other measures of similarity to predict individual and organizational
outcomes (Edwards, 1991; Edwards, 1996), psychosocial convergence
between person and organization appears to be efficacious. Yet, the
theoretical justification for the importance of the broad notion of
“similarity” between two or more entities as a predictor in organizational
behavior research has not always been stated clearly and emphatically.
While empirical studies involving indices of fit, match, and congruence
have proliferated (Edwards, 1991), the import of the similarity concept
underlying them seems somewhat obscure. This deficiency suggests a
very obvious question: What is the essential meaning or source of the
similarity concept underpinning congruence indices?

A. Situationism, Personology, Interactionalism, and the
Development of the Attraction-Selection-Attrition Paradigm

Until the mid-1960s, the divergence between personality
theorists—who attributed behavior to an individual’s personality traits—
and situationists—who explained behavior as a function of environmental
conditions and adaptation to them—obfuscated the source of P-E

similarity (Schneider, 1983). That is, under the personologist view, it
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appears that any matching process would be consummated solely through
the traits of the individual; the appropriate mix of personal characteristics
would facilitate an acceptable match between person and passive
organization. In contrast, the situationists’ position insisted that the
conditions of the organizational situation would mitigate individual traits,
enabling an implicit adaptation of the person to the organization. Note,
however, that the situationists’ position was methodologically suspect
due to their reliance on laboratory experiments in which subjects were
placed in “demand” situations, compelling them to behave in prescribed
ways without regard for individual differences (Schneider, 1983).
Overall, the effect of this scientific impasse was to constrain P-E
matching to mutually exclusive processes: (1) congruence between
person and organization occurring through the choice of the individual as
influenced by personal characteristics; or (2) person-environment
congruence occurring only because organizational demands nullified the
behavioral effects of individual differences.

Interactional psychologists subsequently provided a superior
theory of organizational behavior relative to the person-environment

interface. Bowers (1973) states the interactionist perspective succinctly:
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[B]oth the trait and the situational positions are inaccurate and
misleading . . . . [However], a position stressing the interaction of
the person and the situation is both conceptually satisfying and
empirically warranted (p. 307) . . . . [S]ituations are as much a
function of the person as the person’s behavior is a function of the
situation (p. 327).
This conceptual nexus of an individual’s traits and the organization’s
constraints have provided a more holistic foundation for analyzing the
person-environment interaction; moreover, interactionism facilitated the
identification of the structural process which revealed similarity between
entities as an important predictor of organizational behavior.

Schneider (1983) has provided an interactionist basis for
explaining the utility of congruence indices effusing from the process of
similarity and its sources. Schneider (1983) first resolved the tension
between internal-external causation of organizational behavior—the
primary locus of control issue—by stating that behavior is coherent
(Magnusson and Endler, 1977), or uniquely lawful and predictable for
each individual across changing situations. This predictability occurs
because humans are “generally proactive perceivers who, through their

perceptions and cognitions, actively structure the external world,”

(Schneider, 1983, p. 6). Most importantly, the contention that the
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individual in the P-E interaction actively perceives and then makes
choices underscores a primary source of similarity-attraction: individuals
self-select into settings they fit and out of settings that are not suitable
(Magnusson and Endler, 1977). Thus, similarity emerges as both a
fundamental organizational process and a defining organizational
characteristic because people, predicated on the processing of
information through cognitive schema, choose environments that are
attractive (Byrne, 1971) and compatible with their own psychosocial
tendencies:
The situations that an individual encounters are not a random
selection of all possible situations. Many of the situations in which
we participate are chosen by ourselves (selected situations) but
some seem to be imposed on us (required situations) . . . . The
result of this process of selection of situations that one encounters
is that each individual appears in a restricted set of situations and
these of types of situations are a function of and have a relevance
for the person concerned (Magnusson and Endler, 1977, p. 20).
These themes were ultimately captured in Schneider’s (1983)
attraction-selection-attrition (ASA) paradigm that effectively informs the
foundation of perceived psychological similarity. The tenets of

Schneider’s (1983) attraction-selection-attrition model include:

(1) People are attracted to organizations whose members appear
similar to themselves in terms of psychological variables, i.e.
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“personality.” They then select themselves into situations based on
the their general fit to the situation.

(2) Organizations seek individuals with attributes similar to the
incumbents’ because similarity is believed conducive to success;
hence, successful incumbent members are attracted to prospective
members perceived to be similar to themselves. After joining the
organization, tenured employees and newcomers interact and the
attraction effect continues to assimilate similarly perceived employees
into the organization. Ultimately, poor matches lead to the voluntary
or forced departure of the dissimilar individual from the organization.
(3) The process of self-selection results in relatively homogeneous
settings, yielding people interacting with relatively similar people,
and defining workplaces over time.
In short, through the psychological phenomenon of self-selection is
generated person-environment similarity, which theoretically validates
the application of derivative congruence, fit, and matching constructs in
empirical research.

The social psychological model of interpersonal judgment
proposed earlier by Byme (1971) can be integrated with Schneider’s
(1983) ASA model to amplify the self-selection process driving similarity
in organizations. Byrne identified four categories of variables that effect

interpersonal attraction; indeed, these process variables are fueled by

self-selection and help clarify the channels that produce similarity. First,
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Byrne describes propinquity variables as those that involve the physical
and functional proximity between individuals; their relevance is based on
the assumption that continued interaction occurring because of close
physical or functional contact will influence attraction. Second, Byrne
proposes that an individual’s need for affiliation will affect interpersonal
attraction if the opportunity for interaction exists. Third, overt stimulus
characteristics, captured in the appropriate variables, refers to the
observable attributes of the individual—such as physical attractiveness—
which tend to elicit positive or negative responses from others. Finally,
Byme suggests the most influential class of variables, those that describe
whether or not the elements of the relationship are perceived as
favorable, unfavorable or neutral. In short, implicit in each instance is
the supposition that interpersonal attraction becomes a function of
interpersonal similarity whether based on the rewarding experiences
derived from perceived interpersonal sameness in physical or personality
characteristics or the tension produced through regular contact with
“abrasively different” people.

Thus, the pathways through which individuals self-select into or

out of interpersonal interactions, and ultimately organizations, are
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prescribed by the physical/functional proximity of individuals, individual
need for affiliation through interpersonal interaction, the overt
attractiveness of relevant others, and the strength of perceptual rewards or
punishments. From an interactionist standpoint, perceptual attributions
regarding the attractiveness of the environment, i.e. organization, is the
paramount process in Byme’s (1971) interpersonal judgment scheme
because it promotes a conceptualization of organizational behavior as
being determined proactively by individuals perceiving situations into
which they select or remove themselves.

B. An Alternative View: Organizational and Relationa
Demography

An alternative analytical framework for assessing person-
environment similarity and dissimilarity, and their outcomes within the
organization, is provided by Pfeffer (1983). In essence, Pfeffer proposes
that the demographic profile of an organization—which he terms
“organizational demography”—is a superior model of interpersonal and
intergroup dynamics, and hence presents a more cogent view of the
similarity effect generally found in organizations. The myriad other

“variables, theories, hypotheses, and conceptual schemes . . . explaining
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organizational phenomena” have served only to overcrowd the research
efforts in organizational behavior, in his words (Pfeffe;‘, 1983, p. 302).
Specifically, Pfeffer disparages the use of unobservable constructs in
organizational research because they require the compliance and
understanding of the subjects surveyed, yielding constructs that have
been difficult to reliably measure and conceptually validate, as well as
explaining only small amounts of variance in the dependent measures.
His resolving proposition is that organizations be evaluated in terms of
the distributions of observable characteristics of their employees—such
as age, sex, education, length of service, race, and so forth. Furthermore,
he asserts that the relative proportion of each cohort in an organization
structures the form and nature of social interaction and group processes
that occur. Pfeffer concludes (1983):
It is in this [relational] sense that demographic distributions have a
theoretical and empirical reality which is distinct from the
aggregation of responses of the individual members that might be
predicted on the basis of some demographic attribute defined at the
individual level of analysis (p. 304).
Overall, Pfeffer views demographic distributions within organizations as

causal variables that can be incorporated more parsimoniously in models

of organizational behavior. This approach clearly neglects the lower
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levels of intervening variables and their processes. Indeed, as Pfeffer
(1983) contends:

[A]s soon as one says that it is necessary to understand the

intervening constructs or processes, one inevitably embarks on an

infinite regress of reductionism from which their is no logical

escape (p. 352).

Pfeffer’s (1983) dismissal of unobservable psychosocial processes
in organizations, however, produces some explanatory vacuity with
respect to the source and effect of P-E similarity. While Pfeffer advances
four factors that can influence the distribution of various demographics
within organizations—employment growth rate, technology utilized,
personnel policies, and extent of unionization—the process through
which each of these variables operates on behavior seems to be
predicated wholly on external, subsuming forces pressuring the
individual. He completely ignores or discounts the internal needs/desires
of the individual, e.g. interpersonal attraction, self-selection. The
model’s ambivalence, however, does not functionally attenuate the effect
of unobservable psychological processes on individual or organizational

outcomes. That is, the similarity-attraction effect between individual and

organization, and the emergent process of self-selection, are not likely to
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evaporate completely in response to changes in the unemployment rate,
changes in technology, personnel policy, unionization, or other
extraneous stimuli. Rather, the psychological variables neglected by
Pfeffer should continue to play an essential role in causal explanation
because the profile of demographic distributions within an organization
primarily describes organizational cohort makeup.

In fact, recent empirical work extending Pfeffer’s (1983) model
continues to rely on intervening processes to explain the outcomes
generated by demographic distributions. For example, Tsui and O’Reilly
(1989), explore the effects of the demographic composition of employee-
supervisor dyads predicated on the acceptance of the unobservable
processes at issue here:

[W]e propose that knowing the comparative similarity or

dissimilarity in given demographic attributes of a superior and a

subordinate or of the members of an interacting work team may

provide additional information about the members’ characteristic
attitudes and behaviors and, more important, insight into the
processes through which demography affects job outcomes. So,
what are the mechanisms through which relational demography
may affect outcomes such as job attitudes, turnover, and
performance? It appears that the cause of relational demographic
effects may be a combination of a high level of attraction based
similarity in attitudes, values, and experiences and strong

communication among the interacting members of a team or dyad
(p. 403).
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In addition, Jackson et al. (1992), while seeking to demonstrate the
complementarity of attraction-selection (Byme, 1971; Schneider, 1983)
and organizational demography, relies on the findings of previous
sociological and marketing studies which have:
both shown that differences in people’s attitudes and values are
reliably associated with differences in their standing on
demographic characteristics such as [age, tenure, sex, race,
socioeconomic background, and religion]. Given this evidence, the
similarity effect provides a rationale for how and why demographic
compositions of organizations are likely to be related to
organizational phenomena (Jackson et al., 1992, p. 676).
Again, the empirical research is not successful in deriving causal
explanations from organizational demographic distributions apart from
the fundamental concept of interpersonal attraction and self-selection to
illuminate the tendency to dyadic, group or organizational similarity. In
this respect, the Jackson et al. (1992) research simply analogizes Pfeffer’s
(1983) original efforts: describe demographic profiles at levels higher
than the individual, and then, draw broad causal and effect inferences
regarding the meaning of similarity and dissimilarity. While such an
approach may prove useful for interpreting group composition and

behavior or organizational trends, and may enhance variance explained in

empirical work, neglecting the attraction-selection process will inhibit the
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understanding of similarity, attraction, and self-selection mechanisms
effecting changes at all organizational levels.

Finally, the notion that individuals engage in self-categorization
generated through intrapersonal evaluation and self-imaging to establish
their psychosocial membership in multiple groups is expressed in Tsui,
Elan, and O’Reilly’s (1992) work. Such introspecting does not damage
the integrity of interpersonal attraction and self-selection. Indeed, though
self-categorization does not depend on interpersonal interaction as does
the attraction and selection of the ASA model (Tsui, Elan and O’Reilly,
1992; Schneider, 1983 and 1995), the primary mechanism in self-
categorization theory implicitly seems to be the same as that of ASA:
attraction to the same dyad or group effusing from perceived similarity,
irrespective of interpersonal contact. In fact, such psychological group
attachment complements individual attraction based on interpersonal
action. In either case, the result is the establishment of organizational
relationships where similar individuals, mutually attracted, self-select

into appropriate person-organization situations.
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C. Conclusion

The cornerstone of P-E congruence research is thus clarified as the
inherent individual, group and organizational predisposition to evolve
homogeneity. Importantly, similarity emerges because individuals are
attracted to similarly categorized others and subsequently, self-select into
congruent environments or remove themselves—or are removed—from
environments diverging from their needs and desires. While Pfeffer’s
(1983) model of organizational demography pursues an understanding of
demographic distributions in organizations by exploring the outcomes
that result from these varying sets of personal characteristics, this level of
analysis cannot capture the deeper attraction process driving the observed
homogeneous outcomes. Nor can it accommodate the functional
imperative  for  organizational—and  sub-organizational—social
assimilation. Hence, the theory and its empirical research progeny have
not altered the importance of Schneider’s (1983) ASA process in

understanding the tendency to person-organization similarity.
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III. An Analysis of Congruence in Organizational Research
A. Types of Person-Environment (P-E) Fit Models.

The abundance of P-E fit models developed By organizational
researchers to analyze work behaviors and outcomes has culminated in a
diversity of related, but theoretically distinct constructs and processes
(Edwards, 1991). Edwards (1991) reports that the domain of congruence
analysis between person and environment is quite broad and includes five
differentiated categories of studies assessing;:

1) person-job fit (Kulik, Oldham, and Hackman, 1987);

2) the fit between individual differences (Tsui and O’Reilly, 1989);

3) the matching of values (Meglino, Ravlin, and Adkins, 1989);

4) interpersonal agreement (Graen and Schiemann, 1978); and

5) social comparison processes (Oldham et al. 1986).
Moreover, examining just the person-job fit literature Edwards (1991)
counts twelve alternative methods used to measure congruence between
person and job, ranging from simple algebraic differences to euclidean
distance scores to ratios to multiple indices. Also note that P-E fit
approaches have been used to measure processes and outcomes involving

selection (Schmidt, Hunter, Outerbridge and Goff, 1988), job satisfaction
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(Locke, 1984), organizational entry and socialization (Premack and
Wanous, 1985) and job stress (Edwards, 1996). Finally, broader theories
of P-E fit include supplementary and complementary models (Muchinsky
and Monahan, 1987), as well as supplies-needs and demands-abilities
(Edwards, 1991; Kristof, 1996; Edwards, 1996) fit approaches. In short,
there have been formulated multiple conceptualizations and
operationalizations of P-E fit, subsumed under various theoretical
perspectives; the result has been a somewhat convoluted stream of
research leading to classificatory and interpretive difficulties. Critically,
most of these frameworks and measurement approaches offer minimal
enlightenment of dyadic interactions.
B.  Person-Organization Fit: A Recent Integrative Model

Kristof (1996) has recently presented an integration of some of the
conceptualization and measurement issues encountered in the P-E
congruence domain of research. In her approach, Kristof examines only
fit between persons and organizations (P-O fit), constraining and defining
this domain as the compatibility between individuals and organizations.

According to her taxonomy, vocational, group, and job congruence are
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excluded from the purview of P-O fit. Then, she develops a model in
which four of the broadest conceptualizations of fit are embedded.

The first conceptual differentiation distingﬁishes between
supplementary fit and complementary fit. While supplementary fit
suggests that individuals fit into some environmental context because they
supplement, embellish, or possess characteristics which are similar to
others in this environment (Muchinsky and Monahan, 1987),
complementary fit occurs where the individual possesses some
characteristics/skills which offset some deficiency in the organization and,
alternatively, the organization fulfills some weakness or need of the
individual (Muchinsky and Monahan, 1987). An essential difference
between these conceptual fits turns on the definition of the environment.
In supplementary fit the environment or organization is described by the
individuals inhabiting it while in complementary fit the organization is
defined apart from its inhabitants and instead emanates from its functional
demands and requirements (Muchinsky and Monahan, 1987).

Kristof makes a second conceptual distinction between supplies-
needs fit (S-V) and demands-abilities fit (D-A). The first version of fit

involves the desires of the person—described in various terms as
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psychological needs, goals, values, interests, and preferences (Edwards,
1991)—and the environmental supplies of the job available to satisfy
those values (Cummings and Cooper, 1979; Edwards,‘ 1996; Edwards,
1992; French et al. 1982; Schuler, 1980). The second version of fit
concerns an alternative measure of congruence: the demands of the job
and an employee’s ability to fulfill these demands. Edwards (1991, p. 286)
points out that “abilities have typically been described in terms of
employee aptitudes . . . or proxies for aptitudes, such as experience . . .
and education . . . though they are occasionally inferred from structural
job attributes, most notably job decision latitude.” He also reports that job
demands have been represented both quantitatively and qualitatively
(French and Caplan, 1972), and have included requirements for adequate
job performance (Rosman and Burke, 1980), and activities central to the
receipt of valued outcomes (Harrison, 1985; McGrath, 1976). In short,
where an employee’s ability to fill job demands is insufficient or,
alternatively, where an employee is significantly overqualified for the
demands of his or her employment (Edwards, 1996), problems may arise,
as evidenced in individual stress theory (Beehr andBhagat, 1985; French,

Caplan, and Harrison, 1982; McGrath, 1976), predicted performance
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(Dunnette, 1976; Waldman and Spangler, 1989), and retention and
promotion (Dawis and Lofquist, 1984).

Given that these distinctions have been discussed. separately in the
P-O literature, Kristof constructs an integration of them. Supplementary
fit is described as the relationship between the fundamental characteristics
of the individual—personality, values, goals, and attitudes—and those of
the organization—culture/climate, values, norms, and goals. Hence,
where the individual and the organization are congruent across these
variables, supplementary fit has been achieved. Additionally, it has
already been asserted that individuals and organizations can be described
on the basis of what they supply and demand in the employment contract.
Kristof (1996, p. 4) subsequently points out that “these demands and
supplies are likely to be influenced by the underlying characteristics of
both [the organization and the person].” Where the organization supplies
various resources and opportunities for growth, and these meet the various
employee-expected needs, supplies-needs fit (S-V) occurs; conversely,
where organizations demand time, effort, commitment, experience,
knowledge, skills and abilities from an employee, and the employee is

able to fulfill these demands, demands-abilities fit has occurred. Thus,
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supplementary and complementary fit, and S-V and D-A fit are integrated
to provide a more holistic model of P-O fit that occurs when: 1) at least
one entity, person or organization (or both), provides whét the other needs,
or 2) they share fundamental psychological characteristics, or 3) both.
Kristof subsequently provides evidence that her model is able to
interpretively illuminate and subsume the empirical findings from three
strains of P-O research. These are: organizational entry, job search, and
job choice (Schneider, 1987; Schneider et al., 1995); individual and
organizational socialization (Chatman, 1989); and long-term outcomes
including turnover (Schneider, 1987), work attitudes (Dawis andLofquist,
1984), pro-social behavior (O’Reilly and Chatman, 1986), work
performance (Tziner, 1987), and organizational outcomes (Ostroff, 1993).
Furthermore, Kristof presents cogent rationale for excluding three other
types of P-E congruence topics from the analytic umbrella of her model.
Person-vocation (P-V) fit theory, inKristof’s view, captures the needs and
interests of the individual and attempts to match them with vocational
supplies at the broadest level of the work environment—in Holland’s
theory (1985) people and occupations possess personalities including

investigative, artistic, social, enterprising, and conventional personality
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types. However, while P-V fit encompasses an individual’s personality
and that of some vocational envirénment, these are not necessarily
relevant contributors to understanding the fit between the person and an
organization because vocational environments and organizations are not
coincident in their respective characteristics. Secondly, Kristof (1996)
excludes person-group (P-G) fit from the coverage of her model because
her review of the literature suggests that “sub-organizational units such as
groups may have different norms and values than the organization in
which they are contained” (p. 8); therefore, the “degree of fit between and
individual and group may differ radically from the fit between person and
organization” (p. 8). Finally, person-job fit (P-J) departs from the P-O
perspective since P-J fit presupposes the tasks the individual performs
relative to the job demands, and does not presume any a priori fit with the
organization. According to Kristof, while many job requirements will
reflect characteristics of the organization, they are conceptually distinct
elements of the work environment and should be considered separate
entities from the organization.

Importantly, Kristof eschews any integration between her model

and the critical relationship that exists in organizations between supervisor
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and subordinate. She asserts that research on supervisor-subordinate fit
has developed independently of other P-E research, and is thus subsumed
primarily by the literature on the vertical dyadic linkage model (VDL)
(Graen and Cashman, 1975; Graen and Schiemann, 1978; Liden and
Graen, 1980; Pulakos and Wexley, 1983). While Kristof provides no
further reasoning for this view, it can be inferred that supervisor-
subordinate congruence, like person-vocation, person-group, and person-
job fit theories, describes a relationship that is extant but conceptually
distinct within the organization. This suggests that the supervisor-
subordinate relation entails significant interactions that clash with or
exceed the person-organization relationship, despite the potential for
conceptual supplementary and/or complementary fit between the
subordinate (person) and the supervisor (organization). In this analysis,
therefore, it is essential to establish the conceptual underpinnings that
elucidate the nexus of supervisor and subordinate relations within the
organizational environment.
C. Conclusion

Clearly, the psychosocial processual importance of person and

environment congruence is firmly entrenched in organizational research.
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Effectively, Edwards’ (1991; 1996) and Kristrof’s (1996) recent person-
job and person-organization fit analyses have begun to carve a taxonomic
structure of congruence relations from the convoluted mass of existing
literature. Yet, it is puzzling that the totality of this work has not placed
the supervisor-subordinate interaction into a P-E framework, given the
nuclear criticality of this relationship within the organization. The next
section will endeavor to properly situate the supervisor-subordinate dyad
within the P-E context in light of relevant theory.
IV. Supervisor-Subordinate Fit: Examination of the Cornerstone of
the Organization
A. The Dyadic Relationship Between Supervisor and Subordinate
The relationship between immediate supervisor and subordinate has
functioned unequivocally as the most fundamental exchange relationship
within organizations in industrial America. In effect, employees and their
supervisors have been engaged in a symbiotic interface critical to the
overall performance of the organization. That is, the employee has
depended predominantly on his/her supervisor for formal and informal
guidance, feedback, accurate performance appraisals, and multiple forms

of support to perform effectively and achieve the desired levels of
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extrinsic satisfaction and even self-actualization. Simultaneously, the
supervisor has trusted subordinates to fulfill assigned tasks propitiously
and efficiently, provide innovative suggestions, and assifnilate themselves
into their unit’s and organization’s social milieu. Barnard (1938) first
described this supervisor-subordinate interpersonal process in terms of
cooperation predicated on negotiation between the dyadic parties; he
stressed the need for the dyad to achieve a balance between inducements
from the supervisor and responsive contributions from the subordinate.
Simon (1957) subsequently referred to the distinction between supervisor
inducements and subordinate contributions, and their balance, as
organizational equilibrium. Weick (1979) described this relationship as
being based on “interacts,” where the behavior of one person is contingent
upon the behavior of another person. The supervisor-subordinate unit of
analysis, using Weick’s logic, functions through the reciprocal response
pattern in which an action by one party evokes a response by the other
party, which is then responded to by the first party such that a cycle of
dyadic reciprocation emerges.

More recently, Graen and Scandura (1987) have confirmed this

process as “dyadic organizing.” They argue that in the unstructured task
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domain of the organizational interface between subordinate and
supervisor:

[Ulnstructured tasks typically come quickly to the attention of the

superior. When the superior seeks to enlist the collaboration of his

or her members on such tasks the organizing process is activated.

Unfortunately for the superior, collaboration with the superior on

unstructured tasks is not part of all members’ written job

descriptions. Collaboration from a member or members of choice
requires social exchanges as inducements from the superior. These
exchanges of collaboration on unstructured tasks, with social
exchanges as inducements, promote the emergence of superior-
member dyad structures between the superior and some members

but seldom all members (p. 176).

Importantly, much of this interplay between subordinate and
supervisor is influenced through the perceptual atmosphere that these
organizational participants create. That is, perceptual reality as defined
from the separate perspectives of supervisor and subordinate rather than
through any tangible, objective and mutually acceptable measure,
produces the functional psychological environment in which

organizational determinations such as performance appraisals, supervisor

feedback, and discipline decisions are made.
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B. Modeling the Supervisor-Subordinate Relationship: Role
Episode Model, Vertical Dyad Linkage Model, and Dyadic
Organizing
These generalizations emphasizing the salience of the supervisor-

subordinate relationship are given substance in industrial/organizational

and social psychological frameworks. Katz and Kahn’s (1978) Role

Episode Model (REM) provides a perceptual basis for analyzing the

organizational vertical dyad. Specifying this theory to the work

environment, the REM posits that the primary role-sender, i.e. supervisor
in this case, communicates verbal and nonverbal cues regarding work-
related attitudes to the role-receiver, i.e. the subordinate, who then
responds to the transmitted roles. Because the subordinate’s received
roles are filtered through his/her perceptual lens, by definition the received
role is a function of the subordinate’s perceptions. The accuracy with

which the supervisor’s work attitudes and values are interpreted is a

function of both the sensitivity of the receiver-subordinate and the

consistency and clarity of the sender-supervisor, all of which contribute to
interpersonal satisfaction (Wexley, Alexander, Greenawalt, and Couch,

1980). Clearly, the closer the fit between what the supervisor perceived to

have sent and what the employee perceived to have been sent, the more
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congruent the parties’ interpersonal understanding will be on work-related
issues such as autonomy, authority, and general work responsibilities.
Notwithstanding exogenous variables and intervening processes, good
perceptual fit will enhance future interpersonal communication. Indeed,
Wexley et al. (1980) cited the REM dynamic as the causal process in their
empirical test of the relationship between types of congruence, and job
satisfaction and performance. They determined that the state of mutual
congruence between supervisor and subordinate can be considered to be a
form of accurate communication that is associated with feelings of
interpersonal satisfaction and is brought about in much the same way that
Katz and Kahn’s REM links the sent-role and the received-role. Wexley et
al. (1980) conclude their findings asserting;:
[T]he congruent perception of another’s attitudes is a rewarding
experience. Seeing others as they see themselves allows one to
understand better their actions and to predict their future behaviors.
This perceptual congruence is particularly important in manager-
subordinate dyads within formal organizations because managers
and subordinates serve as important sources of motive attainment
for one another (p. 327).
Leadership theory researchers (Graen and Cashman, 1975; Graen

and Schiemann, 1978; Liden and Graen, 1980) have narrowed their

examination of role sets to examine vertical interactions, i.e. subordinates
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and superiors. Specifically, they have analyzed the difference in the
quality of the relationship between a supervisor and his/her subordinate(s)
in the vertical dyad linkage model (VDL) of leader-member agreement. In
this model, the basic hypothesis postulates that “the agreement between a
leader and a [dyad] member regarding the meaning of certain mutually
experienced events and situations will covary with the quality of their
dyadic interdependence” (Graen and Schiemann, 1978). Specifically,
dyads of superior interdependency quality will exhibit greater agreement
than dyads with inferior quality interdependencies. The quality
differentiation among supervisor-subordinate dyads is generated through
the supervisor’s evaluation of subordinates’ individual capabilities and
motivation, as Liden and Graen (1980) describe:
[Clertain subordinates [are] chosen because of (a) competence and
skill, (b) extent to which they can be trusted (especially when not
being watched by the supervisor), and (c) motivation to assume
greater responsibility within the unit are given preferential
treatment by the leader. These selected subordinates (in-group
members) make contributions that go beyond their formal job duties
and take on responsibility for the completion of tasks that are most
critical to the success of the unit. In return, they receive greater
attention, support, and sensitivity from their supervisors.
Subordinates who are not chosen by the supervisor (out-group
members) perform the more routine, mundane tasks of the unit and

experience a more formal exchange with the supervisor. In
addition, a group falling between these two extreme types of leader-
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member exchange (the middle group) has been identified in more
recent research by (Graen and Cashman, 1975).

It also essential to note that the subordinate classification process
employed by superiors appears to depend on prompt, perceptually
obtained data in the VDL model. Graen and Scandura (1987) reiterate the
Dansereau et al. (1975) findings that supervisors’ perceptions and
subsequent classifications regarding subordinate’s abilities and motivation
levels are established within the first month of the dyadic relationship and
remained stable across the nine month research period. In addition,
Graen, Orris and Johnson (1973) found that supervisors imposed a self-
fulfilling prophecy on newcomer employees. Because the supervisors
believed that they could predict which employees would be successful,
from the inception of the 16 week study they treated those employees
expected to fail with “benign neglect” while investing more extensively in
desirable employees. The result was that the neglected group experienced
a much higher turnover rate than the preferred group of subordinates on
the basis of the perceptions of supervisors.

Empirical examinations of the VDL have generally verified the

model’s primary supposition that supervisor-subordinate dyads of higher
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quality engender interpersonal agreement. For example, Graen and
Schiemann (1978) explored the extent of dyadic agreement regarding the
subordinate’s perceived job problems and the extent of d‘yadic agreement
across a set of perceptual judgments for dyads of low quality (25%),
medium quality (50%) and high quality (25%). The authors analyzed 109
dyads through “pattern agreement” methodology in which leader and
member scores for each distinct dyad were correlated for 53 items; this
was repeated three times at three-month intervals. The results indicated
that across the three time periods, the leader-member exchange groups
remained stable while the level of agreement between subordinate and
supervisor was significantly higher for the in-group and the middle-group
than the out-group. Unfortunately, the researchers did not decompose the
agreement and judgment items so that more precise relationships could
not be illuminated. As well, Liden and Graen (1980) identified three
distinct leader-member exchange groups—in, middle, and out quality—
which remained stable across three time periods. Critically, the authors
discovered that structural variables including organizational status—job
title, tenure by department, position, and span of control—indicated no

differences among exchange groups. For demographic variables such as

46



age, race, sex, number of dependents, and education, differences among
exchange groups were found only for the life cycle issues, i.e. the ages of
children. In other words, no underlying stmctufal or personal
characteristics’ dynamics accounted for leader-member exchange groups.
Thus, this finding suggests that the dyadic classifications depended on the
perceptual determinations made by supervisors in assessing subordinates.
However, Liden and Graen generally found that agreement between
subordinates and supervisors regarding more attention, support and
interpersonal sensitivity to in-groups/middle-groups was not consistent
between leader-members or between higher and lower quality exchange
groups.

Despite the empirical support for the VDL, its utility for
understanding the supervisor-subordinate interaction is limited because
the model presupposes a unilateral perceptual process or reference. In
spite of the involvement of two parties in the relationship, it is the leader
who primarily determines the quality of the interdependency while the
subordinate more passively endures this decision. This scenario neglects
latent imperfections and biases in the supervisor’s perceptual schematic

processing and the reciprocation of behavioral input which the employee
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provides the dyad over time. Indeed, the findings of stability in exchange
groups by Graen and associates across six-month time horizons suggest
that subordinates, once perceived to belong to a particular level of
interdependency, have difficulty influencing this perception.
Consequently, the VDL permits the arbitrary or pernicious relegation of
the subordinate to low quality dyads where the supervisor misjudges the
subordinate’s motivations or abilities, or penalizes others perceived as
dissimilar.

The earlier recursive limitations of the VDL model have been
conceptually remedied in Graen and Scandura’s (1987) Dyadic
Organizing Model (DOM). The researchers propose three stages that
culminate in a routinized work relationship between subordinate and
superior. The role-taking phase encompasses a sampling phase wherein
the superior attempts to discover the relevant talents and motivations of
the subordinate through iterative testing sequences. The superior initiates
a sent role and communicates it with the subordinate such that the
subordinate receives the role expectation and whatever noise was added

in transmission. The subordinate responds to the received role and the
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superior evaluates this emergent response. Hence, the superior gathers
information about the subordinate’s capabilities and motivation.

Upon completion of this phase, which varies in iength, the role-
making phase develops and the superior and subordinate “evolve how
each will behave in various problematic situations and begin to define the
nature of their dyadic relationship” (p. 181). Because a set of
understandings governing appropriate dyadic transactions is developed,
the superior exchanges discretionary and subordinate-valued resources—
information, influence, task enrichment, latitude, support, and attention—
for subordinate contributions.

Last, role-routinization occurs where the behaviors of dyadic
members become interlocked, stable, and predictable from continuing
collaboration on unstructured tasks. Of critical import, the role emergence
process and the development of quality-dyad gradations cannot occur
unless several boundary conditions exist. These are as follows: 1) the
superior must possess adequate latitude in task assignment and a need to
exercise it; 2) the superior must have reasonably attractive positional and
personal power resources and the insight to employ them; and 3) some

subordinates must possess job growth potential and the motivation to
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accept challenges beyond their job descriptions. The concurrence of these
conditions is essential for dyadic organizing because the development of
stable, intuitively driven, efficient supewisor-subordiﬁate relationships
cannot develop without adequate incentives and sufficient employee
potential. Otherwise, dyadic interaction will not transcend the role-taking
stage and the supervisor will be apprehensive about entrusting difficult,
unstructured tasks to incompetent subordinates.

Again, it is essential to point out that this reciprocation-based
version of the VDL devolves to perceptual processes, although from both
supervisor and subordinate sources. However, Tsui, Xin, and Egan (1994)
propose that the classification process in the VDL modelis derived from
two perceptual mechanisms. First, early expectations of both supervisor
and subordinate(s) are dramatically influenced by the initial affect that
develops between two individuals to such an extent that subsequent
information search, evaluation and integration are used to confirm rather
disconfirm earlier affective impressions. Secondly, cognitively based
stereotypes about dissimilar others—emanating from self-categorization
and attachment to social identity groups—afflict the vertical dyad as both

supervisor and subordinates perceive the observable traits of the other and
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make stereotypic attributions. In short, both processes generate premature
classifications by both supervisor and subordinate that will influence the
quality of dyadic interdependency with a predictable perrﬁanency.
C. Conclusion

In short, compelling theoretical groundwork has been provided to
establish an ontological niche for supervisor-subordinate dyads under the
rubric of P-E congruence. Role Episode theory, as integrated with Vertical
Dyad Linkage propositions, has culminated in the Dyadic Organizing
Model to establish the dyad as a pivotal dynamic organizational structure,
characterized by psychosocial mechanisms and processes that give
practical meaning to everyday internal organizational functioning.
Moreover, the potency of dyads for individual, unit or organizational
effectiveness may be theoretically supportable through either affective or
cognitive psychological channels (Tsui et al. 1994) or perhaps both.
Importantly, the next section will seek to specify some of these

psychosocial subordinate and supervisor dyadic congruence mechanisms.
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V.  Supervisor-Subordinate Dyads and the Emergence of Dyadic
Similarity

A. Forms of Supervisor-Subordinate Similarity

The previous conceptual analysis of the supervisor-subordinate
dyad models suggests three essential components in the development of
the vertical dyadic relationship. First, as distilled from the VDL
framework (Graen and Scandura, 1987), the exchange relationship
between leader and member—in which the superior offers valued
resources as inducements in return for important subordinate
contributions—comprises the pivotal socioeconomic quid pro quo process
in the dyad and the organization. This exchange dynamic of the dyad,
regardless of interpersonal quality or economic effectiveness, is here taken
as ubiquitous across organizations. Second, dyadic organizing is
structured virtually from its inception by the reciprocal perceptual forces
of interacting supervisor and subordinate such that perceptual
understanding, i.e. perceptual congruence, is expected to enhance the
quality of the dyadic interdependency and entrench the inducement-
contribution dynamic over time. This is the case whether considering early

dyadic interactions, in which differing leadership styles have not yet
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generated climate perceptions, or whether considering entrenched
relationships in which high-quality dyads show greater consensus on
climate perceptions and greater agreement with their supervisors’ climate
perceptions (Kozlowski and Doherty, 1989). Third, cognitive
stereotyping with its genesis in observable and/or immutable similarities
and differences between dyad members influences their categorizations of
each other; the stereotyping is derived from information about typical
traits and behaviors of people identified with a particular cohort group
(Tsui, Xin and Egan, 1994). In other words, demographic similarities and
differences are believed by Tsui et al. (1994) to influence the dyadic
relationship, again from its inception through the growth and routinization,
stultification, or demise of the dyad.

Cumulatively, these findings suggest that over time—generally a
very short period of time—evolved dyads of higher quality and success
are characterized by psychologically and demographically similar
subordinates and supervisor. Indeed, Turban and Jones (1988) have
posited three distinct types of supervisor-subordinate similarity that can

account for the homogeneity expected in effective dyads. The researchers
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have designated these: 1) perceived similarity; 2) perceptual similarity;
and 3) actual similarity.

(1) Perceived Similarity. Durban and Jones (1988) deﬁne perceived
similarity as the set of individually distinct perceptions regarding how
similar the supervisor and subordinate are to each other. That is, where
either subordinate or supervisor or both perceive the other’s work
attitudes, personality, values, and other relevant immutable personal
characteristics to be similar, this evaluation confirms a perceived
similarity. According to Turban and Jones (1988), this form of dyadic
similarity is derived from Byme’s (1971) interpersonal attraction
paradigm and the consistent finding that job interviewers have favorably
evaluated applicants with perceived similar attitudes (Golightly, Huffman,
and Byrne, 1972), biographical similarity (Wexley and Nemeroff, 1974;
Rand and Wexley, 1975), and other variables.

Empirically, Pulakos and Wexley (1983) analyzed two of Byrne’s
(1971) four channels of attraction to assess the link between dyadic
congruence and the performance appraisal process. These authors
operationalized measures of overall perceived similarity for supervisors

and subordinates—predicated on Byrne’s perceived-similarity attraction—
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as well as sex differences—Bymme’s proposed overt stimulus
characteristics. After a univariate breakdown of MANOVA results, they
discovered that subordinates who viewed themselves as similar to their
managers rated their superiors uniformly high on support and work
facilitation regardless of the level of the manager’s perceived similarity
toward the subordinate. Moreover, a perception of dyadic dissimilarity by
both subordinates and managers resulted in considerably lower
performance ratings of managers. With respect to the supervisors’ ratings
of subordinates across performance, conformance, dependability, personal
adjustment and general satisfaction, perceived similarity within the dyad
produced higher appraisals. In view of these results, the authors (Pulakos
and Wexley, 1983) conclude:
It is interesting to point out that managers continue to provide
support and work facilitation as long as at least one individual
within the manager-subordinate dyad perceives similarity.
Presumably, the VDL remains fairly high when the manager, the
subordinate, or both parties believe that there is some degree of
similarity between them.
Recently, researchers have analyzed the dyadic fit of work values

and posited that similarity in these values as perceived by supervisors and

their subordinates is an important source of individual outcomes (Meglino,
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Ravlin, and Akins, 1992). Because behavior is influenced by the effects
of more than one value, it is essential to conceive of “value systems,”
defined as an enduring organization of beliefs conce}‘ning preferable
modes of conduct or end-states of existence along a continuum of relative
importance (Rokeach, 1973). Weiss (1978) provided empirical results
showing that value congruence in vertical dyads was related to
supervisors’ consideration and ratings of supervisors’ success and
competence. However, the study ignored characteristics of the subordinate
and eschewed the use of traditional individual outcome measures. More
recently, Meglino, Ravlin and Adkins (1989) have theorized that
supervisors and subordinates possessing the same work values—which is
believed to demonstrate a sharing of facets of cognitive processing—
fosters comparable methods of classifying and interpreting organizational-
environmental events, and a common system of communication. Because
such convergence reduces uncertainty, stimulus overload, role ambiguity
and other features of work interactions, coordination, job satisfaction and
organizational commitment are enhanced. Their empirical findings
revealed a significant and positive work-value congruence relationship

between individual supervisors and their subordinates with respect to

56



employees’ job satisfaction and commitment. Further, Meglino et al.
(1989) determined that subordinates’ values did not match an aggregated
measure of multiple supervisors’ values—a measure of organizational
culture—but showed strong value congruence relationships only with their
respective superiors. Subsequent research by Meglino, Ravlin and Adkins
(1991) has extended beyond the objective dyadic relationship and
examined subordinates’ work values congruence with prospective leaders.
Using one sample of banking executivessMBA students, and a second
sample of undergraduate management students, the authors found that
work values congruence between both groups and a prospective
supervisor possessing a balanced set of work values was associated with
greater anticipated satisfaction. Moreover, higher work value congruence
between the executive/MBA subjects and an achievement-oriented leader
also led to greater anticipated satisfaction. The authors attributed the
failure to link the undergraduate sample’s work value congruence with a
strongly achievement-oriented leader to higher anticipated satisfaction as
a result of limited range of variance in anticipated satisfaction. This was
believed the result of the inexperience of the undergraduates with this

style of leadership; hence, dyadic experience with different kinds of
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leadership was hypothesized as a moderator of the value
congruence/satisfaction relationship. In conclusion, work value
congruence has been empirically associated with enhanced job
satisfaction, anticipated satisfaction with leadership, and
organizational/dyadic commitment.

(2) Perceptual Congruence. Turban and Jones (1988) report that the
second form of supervisor-subordinate dyadic similarity reflects a
similarity of perceptions held by the parties regarding the demands and
characteristics of the work environment. Three separate measures of
perceptual congruence have been devised (Wexley et al. 1980) to
operationalize this construct. Subordinate perceptual congruence (SPC)
refers to the difference between the subordinate’s description of the
. manager and the manager’s self-description. Manager perceptual
congruence (MPC) measures the difference between the manager’s
description of the subordinate and the subordinate’s self-description.
Actual perceptual congruence (APC dyads)is defined as the difference
between the parties’ distinct self-descriptions. The definitional form of

perceptual congruence employed in empirical work primarily depends on
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the research issues to be studied and the appropriate form of measurement
required.

Empirical assessment of perceptual congruence ihitially explored
actual perceptual congruence (APC) between subordinate and supervisor
regarding performance appraisal of subordinates (Mieva, 1976; Ruda,
1970; Senger, 1971) and subordinates’ job satisfaction (Huber, 1970).
Results generally showed that improved congruence on perceptions
facilitated enhanced individual outcomes. Several studies analyzing
subordinates’ perceptual congruence (SPC) indicated that subordinates
who are more perceptually aware of superiors’ work-related attitudes
receive better performance evaluations (Golmieh, 1974; Greene, 1972;
Labovitz, 1972) and are more satisfied with their superiors (Howard,
1968).

Wexley, Alexander, Greenawalt, and Couch (1980) first recognized
the distinction of the three types of perceptual congruence and tested their
respective viability. The authors collected perceptual data from
supervisors and subordinates in 194 separate dyads. This data resulted in:
1) 12 semantic bipolar adjective scales for both parties regarding

responsibility, loyalty, goals and planning, social values, personality,
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belief in authority, and work assessed for self and dyad partner; 2) five
measures of satisfaction for subordinates (extrinsic, intrinsic, general and
work satisfaction and satisfaction with supervision); and‘3) five measures
of supervisor evaluation of subordinates’ job performance (performance,
conformance, dependability, personal adjustment, and general satisfaction,
all taken from the Minnesota Satisfactoriness Scale). Using the
generalized euclidean distance measure D to calculate perceptual
congruence, Wexley et al. (1980) found a strong consistent relationship
between subordinates conceptual congruence (SPC) and all five measures
of satisfaction. As well, manager’s perceptual congruence (MPC)
measures were most highly associated with ratings of responsibility and
loyalty for their subordinates. Then, the components of the perceptual
congruence measures were examined with partial correlation analysis. The
results indicated that SPC correlates significantly with job satisfaction
independently of the subordinate’s descriptions of their managers;
however, the congruence construct continued to be significantly correlated
with the satisfaction measures even after partialling out the independent
effects of subordinates’ perceptions of their supervisor. The managers’

descriptions of subordinates’ were found to be the major contributing
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factor between MPC for responsibility and performance evaluations after
partialling out the effects of subordinate’s self-descriptions.  Finally,
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